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*3 15 AUG 1974 



The Honorable Robert D. Murphy 

Chairman of the Board 

Coming International Corporation 

TIT Fifth Avenue 

New fork, K.f . , 10022 


Dear Ambassador Murphy : 

Thank you for your letter of August 8, 197 1 * , outlining 
tho Commission 1 s approach to Its study on the role of intel- 
ligence In the formulation and execution of foreign policy* 
The letter sets forth very clearly the basic ground rules 
for relations between the Comission and the intelligence 
community. 


We have already begun to work with members of the 
Commission staff here in Washington to assist them in begin- 
ning their studies. I will be looking to my Intelligence 
Community Staff to ensure that the process is carried out 
smoothly, and I, of course, will be personally following 
developments. 

T5- 

I will be happy to be of assistance to you and tSk 
Commission as your work progresses . 

Sincerely, 

-Bill 

V. E. Colby 
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Office of the Deputy for th» 

Intelligent# Community 16 August 1974 


&e*uti<7» Hsgistrji 



Chairman and Members of the National 
Security Council Intelligence Committee 

Intelligence Support for the Commission 
on the Organization of the Government 
for the Conduct of Foreign Policy 


1. The Director of Central Intelligence has requested that I 
orovide each of you a copy of the enclosed letter of 8 August from 
the Honorable Robert Murphy, Chairman of the Commission on the 
Organization of the Government for the Conduct of Foreign Policy. 

2. The letter describes a number of studies to be conducted 
under auspices of the Commission and enclosed a "study plan" 
and precis on six proposed "intelligence analytical issue papers. " 

3. The DCI has assigned responsibility for arranging support 
for the Commission's activities in the field of intelligence to his 
Intelligence Community Staff. 


STAT 

^--"Acting Deputy to the DCI for the 
Intelligence Community 


MEMORANDUM FOR: 
,> 

SUBJECT : 


Enclosure 

As Stated 


fiPf* 


KiSSf RIE- 


F -It 


V 
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COMMISSION ON THE ORGANIZATION OF THE GOVERNMENT 
FOR THE CONDUCT OF FOREIGN POLICY 


Sxairuhve iWgistrg 


2025 M STREET, N.W. 
WASHINGTON, D.C. 20506 

August 8, 1974 



- cVn 1 


F ' '# 

The Honorable William E. Colby 
Director 

Central Intelligence Agency 
Washington, D>. C. 20505 


Dear Bill: 


As the Commission on the Organization of the Government for the 
Conduct of Foreign Policy moves from the briefing phase to the phase of 
study in depth of some selected features, I would like to outline for you 
our approach in the area of intelligence . Intelligence obviously plays a 
major role in the formulation and execution of foreign policy. We would like 
to identify that role clearly and look at various ways intelligence could 
make . an even better contribution to foreign policy deliberations. This will 
require us to be aware of some of the organizational aspects of the intelli- 
gence relationship to foreign policy and to assess the ways in which intelli- 
gence contributes to foreign policy, from the raw report to the finished 
estimate. We must also cover the degree of success our intelligence has and 
can hope to have in accurately reporting events abroad and projecting their 
likely future directions. I think we must include a review of the political 
costs involved in intelligence operations where they do cause problems for 
foreign policy. As a related but somewhat separable issue, we will need to 
identify the role in our foreign policy of what is called covert action and 
come to some judgments on its desirability, extent and decision-making 
process. 


On the other hand, I do not view the Commission* s function as review- 
ing and making recommendations on the organization of our intelligence services 
and community, its budgets, personnel strengths, etc., or the details of its 
operations and procedures. The Commission will not be conducting an investiga- 
tion of the organization of intelligence itself, but, rather, the role of 
intelligence as it affects the conduct of our foreign policy. In order to 
make informed judgments on the latter, of course, we must be aware of some of 
these matters. as necessary background, but I want to assure you that the thrust 
of our work will be in the latter category. I share what I know is your great 
concern about the necessity to protect the sensitive operational aspects of 
the intelligence effort. We will conduct our inquiry and maintain our records 
so as not to expose such matters. 


As you know, we have consulted a number of experts to help the 
Commission draw up a Study Plan, and I enclose a copy of their suggestions 
for your information. The plan would operate under the close supervision of 
our Executive Director Francis Wilcox and his Deputy Fisher Howe. It will be 


.*VCP?»*W * ' w £*■ 
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The Honorable William E. Colby 
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will 

noted that Mr. William J. Barnds/draw up Paper #1 and $2 on "intelligence Func- 
tions and Policy Making in the Institutional Context"; Mr. ClintcnW. Kelly III, 
Paper #3 on "Innovation in Intelligence Production", and William R. Harris, 
Paper # 4 , on "Authority for the Conduct and Management of Foreign Intelligence" 

As you will note from the enclosure, there will be an "all source" 
study project under Intelligence Project Director Mr. Kent Crane, which will 
include analysis, of past studies and reports on the intelligence community. 

He and others will be discussing with you the specifics of these studies and 
be sure that appropriate clearances are obtained and other arrangements made. 

The Commission is most grateful for your cooperation and encouragement 
in the initial phase of our work. 

With warm regards 

Yours sincerely, 

l.Ls 

l' 

Robert Murphy 
Chairman 

RM:lb 

Enclosures 
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July 19 , 197/1 


SUBJECT: Study Plan - Intelligence and Covert Action 


1 • The Problem . 

(a) What organisational and procedural steps should 
be taken to Improve intelligence support for the 
conduct _ of foreign affairs, and what level of 
effort is required to provide adequate support? 

(b) Should the U.S. have a capability for covert 
political action^ if so, where should the responsi- 
kility be lodged and under what controls should 

it operate? 


Some important intelligence matters, including especially an 
examination of the usefulness of intelligence support in a 
varit y o oreign policy situations, will be addressed in 
e case studies of the Commission's Research Plan. But 
aspects of the organization and procedures of the 
intell gence community also deserve separate and reasonably 
corner e he reive study. The agencies are large, costly ''r^ 
important to the conduct of foreign policy? ’Furthermore? 
there is disagreement about the roles they should play in 
the post-cold war era. Some of the issues involved have 
not been thoroughly examined by previous commissions. 


into 


Tbe Problem of intelligence generally breaks down 
the following components: 


The Role of Intelligenc e. What is the proper 
function performed by intelligence in support 
of the conduct of foreign policy; what should it 
do ana what should it not do? Involved here Is 
an analysis of the manner in. which intelligence 
can give support to a wide variety of customers. 

?? abso ca -JJ s a review of misunderstandings and 
different perspectives that distort the relation- 
ship between intelligence users and intelligence 
producers and collectors. 

( b ) The__ A ctivities Appropriate to that Role . 

^ • In^the Process of a nalysis to produce 

"finished" intelligence, what are the roles 
best played by the State Department (INR), 
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DIA 5 other Agencies, and the various 
analytical offices in CIA. What should 
be the . system for producing National 
Intelligence Estimates? 


?? at ia the be ? fc organization for the collec- 
tioji °f raw information in support of intelli- 
gence . analysis and of policymakers who set 
priorities, allocate missions, and control 
collectors overseas; how much collection is 
related to foreign policy as opposed to other 
purposes; what are the strengths and weaknesses 
ol collection by Foreign Service Officers, 

CIA stations, military attaches, and technical 
sensors; what is the procedure of disseminating 
raw data; what are the mechanisms for insuring 
feedback to the collectors? 


( c ^ -~? le of the D irector of Central In telligence . 

what is the. most desirable relationship of the DCI 
o the President and the National Security Council’ 
what should be the extent of his authority over the 
tull range of Intelligence programs, military as 
well as civilian. ' ' y 


In addition to the foregoing aspects of the Intelligence 
function, the problem of covert political action, includino- 
its sensitive relationship to clandestine intelligence 
collection, must be closely examined. 

Q , Tbe Commission * s exploration of the problems of intelligence 
and of covert action in. relation to the Organization of the 

difficult bv°re^ h ?h C ° n - UCt °£ For ® lgn Policy is made particular!^ 

commun?tv b f 1 L th ? t ±ZB and com P lexit V of the intelligence 
community, (b) the intricacy of the relationship between the 

several components of the intelligence effort and policymaking 

but particularly (c) the highly classified nature of the 

intelligence function and materials. For these reasons a 

special and quite different study plan' must be developed . 

2. Study Plan . 

A gtugg^G ro up composed of two or three Commission members 
and a number of experts knowledgeable about intelligence 
matters, drawn from several different quarters, will prepare 
conclusions and recommendations for the Commission’s review 
The group will be equipped to deal with classified information. 
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The Study Group will base its work on the findings of the 
case studies underway as part of the Commission's Research 
Program and on special preparatory materials developed bv 
tv/o complementary sets of studies. 


The plan of study , therefore, falls into two stages: 

STAGE I - Preparation of papers for the review of the 
Intelligence Study Group, as follows: 


(a) Anal ytical Issue Papers : Studies focused 
on specific issues, and problems prepared 
by informed observers from outside the 
intelligence community in accordance with the 
outline attached (TAB A) . The research 
consultant supervisor is William R. Harris 
of Santa Monica, California. To the 
extent possible, this group of analytical 
issue papers will be unclassified although , 
classified data will need to be reviewed 
in their preparation, including interviews 
with intelligence and policymaking officials. 


(b) A special "All Source Study," focused 

principally on findings and resulting changes of 
previous reports of the intelligence 
community. The "All Source Study" will be 
undertaken by the Intelligence Project 
Director, Kent Crane, with the assistance 
of a staff officer in accordance with the 
attached outline (TAB B) . It is understood 
that -this study must be handled in a special, 
limited access banner that would insure 
absolute protection of not only the security 
classification of the material but also 
agency views and plans which are under- 
standably highly sensitive quite apart from 
classification. 


~ .The Deputy Director will assure that there is no duplication 
interviews of agency personnel or requests for documentation 
on the part of those making the two sets of studies. 


STAGE II - Intelligence Study Group to review the fore- 
going papers In conjunction with the findings 
of Research Program case studies, and to make 
recommendations on appropriate organization and 
procedures for Intelligence support of the 
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conduct of foreign policy. The Study Group 
may require a number cf meetings at spaced 
intervals over two or three months period. Under 
the overall direction of the Executive Director 
the Intelligence Project Director will coordinate 
the staff support for the Study Group, and 
collate the data for the Commission. 
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TAB A 


Paper #1, INTELLIGENCE FUNCTION S 

Author : William J. Barnds 

C o m mentator #1 : (to be determined, background 
P - mrnr . , „„ , ln intelligence production) 

^Uglgn i a tor ^^: (to be determined, background 

in policy uses of intelligence) 


Pun£2s_ej_ This paper would have 


two purposes: 


. , To define alternative, normative concents 

^ fc ®^ llgence , functlons ’ and to link alternative conceptions 
of management responsibilities and fnripfinn? mu. 1 cions 

t,e author would atre^f tL" 

(b) To relate in broad terms the concentions nf ' 

Committee*? * ar ,2 p 0, the Intelll S en ce Coordination Staffs 
committees, and Processes; and policymakers. 5 

^•uhc-rfr T^uan- th °M^°U : Qf literature on Intelligence 


Anticipated length: 20-30 pages 
eadline for submission -(in draft): September 9, 197A 


Paper #2 ’ MjSSHitt and polic ym aking in the institutional 

Author : William -J. Barnds 
Comme nt at or : to be determined 


“rswsfs-s 


met iL . p th f ernan< ^ s ° f ke Y consumers cannot be 

nofVena ?l? Ch ° X intalli S en ce production is 
not read by the intended recipients, are there 
organizational implications'? 
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What is the need for mutual education of intelli- 
gence and policy officials? 

— For the determination of production requirements 
and the process of analysis (estimative, current 
and basic)? 

What should be done about the oresent intelligence 
requirements staffs? 

Can the intelligence system be reformed to provide 
mor o e relevant, responsive products to consumer 
groups (more carefully differentiated) without com- 
promising the independence or integrity of the 
intelligence analysts? 

How can analysts best be encouraged to initiate 
new intelligence products which are .helpful to 
consumers? 


— How can top quality analysts be retained and 
recruited for intelligence work? 

— V/hat are the responsibilities of policymakers to 
Intelligence officers? * 


P a P er would ^ examine the role and performance of the 
NoC Intelligence Committee and other mechanisms for getting the 
consumers' points of view across to the intelligence community. - 
it wou.d also address the role of competition and coordination 
in intelligence analysis: in what areas is analytical 
duplication useful or counterproductive? 

t-j , , T , , literature and 

... Rgsearch methodology : Review of relevant/intensive interviews 
w n intelligence producers, consumers, and other observers (below 
the level_of the DCI or SecDef). All 

organization chart s and descriptive reference material will 
be included in a detailed, classified appendix. 


Anticipated length: 50-75 pages 

Deadline for submission (in draft): September 27, 197^ 


Paper 


#3 


y INNOVATION IN INTELLIGENCE PRODUCTION 
Author, Part l : Clinton W. Kelly, III 
-Q PPTfl.eotator , Part I : Dr. Thomas Brown, 

(Mathematics), The 
Author, Part II : to be determined 
C ommentator , Part II : to be determined 


Associate Head 
RAND Corp. 
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?n? b ?it llStlC forecastln S and scoring techniques to evaluate 
inteliigence products and forecaster performance. Examples 
of experimentai intelligence products would be included as 

thoiA S ?i i ^ ed a ^ e S* The paper would differentiate between 
those topics which are particularly susceptible to quan^ it at i VP 
analysis and those which are not. quantitative 


Anticipated length: 30—40 pages 
Deadline for submission (in draft): 


September 9 , 1974 


Part II: 


;ain 


Thls P a Per would discuss new fields for 
i 1Se Tf research > such as environmental issues, certa- 
rnltnl 5 *. Economic intelligence (food production, climate' 
na J ca - s ^ s l P°Pulation studies, marine resources, etc.) inter- 
national terrorism, and narcotics control. The paper would 
. h ^ s;i : ar aow consumers for intelligence support, not only within 
the ttm S ' ^ £rnment but in international organizations such as 
processing he reai e time U con alS ° assess innovations In Information 
?a?adigms S of r ana^ys?s. C ° nSUmer aCCeS? ’ and * lternafcive 


Anticipated length: 50 — 60 pages 
Deadline for submission (in draft) 


September 9, 1974 


, . e _ . Re^eargh Methodology : For Part I, revision of prior 

i csearcn . for raw ii, Int^^vi^ws w i-fv ’ i t 

o™ c osR er oir *t h 0 doiog;:‘cMncitSf r&r 

° ER ’ 0S ? /NAG ’ efc0 ’ Bofch Pa rts I and II will be 
necesILy? “classified basis, with classified appendices 


at 


as 


Deadline for submission (-in draft): September 9, 1974 


Paper .# 4 , M^jQ gl TY P Q R THE CONDUCE AND MANAGEMENT O F FOREIGN 
■IN 1 ELLIGENCE ~ — 

Author : William R-. Harris 

Commentator #1: John T. 


Commentator 


# 2: 


Elliff, Brandeis University 


General Counsel, CIA 


jL u i . pose : This paper would discuss 'the constitutional 
and statutory base for foreign Intelligence, with explicit re 

l^r C In °t be f,^ 10nal Se ? uritY Act of 19^7 , the CIA Act of 
y 9, and the full range of NSC Intelligence Directives Tho 
paper wouid address: the authority of the DCI and the ic 

.l he , role of the President and Congress in delegating 

duteiligence information; the adfquacj 
present authority for the conduct of covert operations 
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within thP US'? th ! authorit y to collect information 

within the US, the authority to release information of 

commercial value; the authority to collect and disseminate 

information on international organizations and multinational 

orporations; the authority to exchange information with 

foreign governments; and the authority to protect intelHo-ence 

sources and methods from unauthorized disclosure. The nafer 

would suggest alternative approaches and discuss the pros 

and cons of recommending statutory reforms. 

.. Res earch Methodology : This paper will be unclassified 
though NSCIDeT may be included as a classified appendix ’ 

Research will use public laws. Guide to CIA Statutes and 

La ^ S ^i egal . commenta ries, interviews with general counsels 
and others Involved in review of present authority. 5 


Anticipated length: 0—6 0 pages 

Deadline for submission (in draft): 


September 9, 197/4 


Paper # 5 , INTELLIGE NCE RESOURCE MANAGEMENT 
Author! Robert Macy ‘ 

Commentator : 

... • 

0 : This paper should address not oplv nuegrions 

_ efficient resource allocation but also the capacity af the 
Cl and others to make appropriate decisions and to manage 
resources appropriated to other agencies. The stress would 
be on these programs run by the Secretary of Defense on behalf 

the t rolp a 'nJ ;0 ?u 1 a ^ t ^ llgence effort. The paper would examine 
°r e f the IlL ' elll gence Resources Advisory Committee and 
the other committees that coordinate expensive and sensitive 
^ i:L ^ 10nS P r °S rams • What role should be played by 0 M 3 
the DCI, the IC Staff, PFIAB, and ^Congress?' Is It practical 
to expect the DCI to exercise greater authority over the 
annual budget of the intelligence community and to set lon^ 
range 'planning goals? Since the overwhelming share of the° 
combined intelligence budget is. expended by DoD agencies 

P ractical constraints upon intervention by the DCI or 
n i S Staff, what are the implications for the reorganization 
01 DoD intelligence management? If. there are systematic - 
misallocations of resources, are there organizational or 

reforras wha ch are advisable? Alternative technicues 
lor budgetary review of intelligence activities will be dis- 
cussed. . Alternative roles for intelligence consumers in deter- 

sinn?fi^ tell i genCe - e ^ pendltu res'.°r consumer-agency funds for • 
acquisition of special intelligence products will be considered 
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Methodology : review of relevant literature 

( Marc h e t 1 1 /Mark s , etc . ) J interviews with budget specialists 
In DoD , IC Staff, 0 MB, and IRAC . specialists 


Anticipated length: 30-50 pages (with classified 

appendix discussing specific 
budget figures) 

Deadline for submission (in draft): September 9, 197 n 


Paper #6, CLANDESTINE OP ERATIONS AMD COVERT ACTION 
Author: to be determined ~ 

Commentator: to be determined 


Pj j££o g ej- This paper will discuss the pros and cons of 
n ^ n ^ aininS a ca -P abi lity for covert action, and the criteria 
which ought to govern its use. The paper will explore the rela- 
tionship between covert action and human Intelligence collection 

cSntrol 3 °The°n'tlr. C0? ?? ln aa l0n ’ P ersonnel = management, and '■ 
control. The paper will address problems of command and 

control inherent In highly compartmented operations, and it 

riPjST" 6 ; the revlew Process of the 40 ’committee 

Oversight groups. 


Me ^ h P d -Ology • Review of the extensive (largely 

with Sn b- ltera ! Ure ° n C l an< ^ es t ine operations; interviews 
t hierarchy as available. Emphasis on organization 

and procedure, rather than on any specific ooerations Paoer 
to be unclassified, but may. contain classified tnnex ? * P 


Anticipated length: /I 0 — 60 pages 

Deadline for submission (*j,n draft): September 9, 197/1 
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TAB B 


All Source Study 

Stud2__ Purpose . An "all source" study project will be 
mounted to prepare a limited access report of perhaps 30-50 
pages of analysis, without recommendation, of past studies 
and reports on the intelligence community. Requests for 
interviews, documents, written questions and possibly for 
reasonable staff assistance may be made to the DCI. As with 
the complementary Analytical Issue Papers on Intelligence 
the All Source " project will be designed for the sole 
purpose of assisting the Study Group in arriving at findings 
and recommendations for review by the Commission. 

Method ology • The Commission, with the assistance of 
-he DCI, would obtain copies of a limited number of previous 
reports to be stored in the PFIAB vault. The Intelligence 
Project Director and a staff officer would carry out a 
number of interviews in order to judge the effectiveness of 
these studies and reforms and present an analysis of the 
critical elements for Study Group review. 

• 

±± SiSSi* Studjy uc be completed by October 1. 
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